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A. Introduction 

1. During its six years o'f existence, the New England Prggram in 

Teacher Education hos maintained an on-going experiment with the 
role of extension agent in education. During the yc^rs the rqle 
has been ca-lled varioQsly field agent, resource agent, service 
agent, boundary person, linking agent, program developer, project 
' officer, client: qdyocate, needs advocate, etc. All names seem to fit 
somewhat; all leave something unexplained. As more efforts are 
und^rtaktfn^ in the systeiqatdc diffua;£'pn of research and innovation 



tUat ,hope to respond to where educators are and where education is, more 
^precise role descriptions are needed. This paper describes the 
requirements placed on persons selected to fill these roles by 
needs: (1) to penetrate an education environment, (2) to install 
change in an education organizatiorl , and (3) to complete tasks as 
a resource outside of the education establishment. These experience 
concerns will he summarized by describing steps in selecting an 
extension agent to assure need responsive qualities and skills. 
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Determining Expected Results 

The extension ag(^nt role is aburea|icratic , it is by' definition different from 
any role,' function^ or job description developed task. It .is not anti- 
bureaucratic nor anti-system, it is neutral about power, domain, authority. 

// * 
But it is different and as diffeijbnt requires s%ne thought. Will a role that 

does not by definition fit the r|les be toletated? ' Will a function that does 

by definition overlap be accepted? Can a' jpb that has ambiguous responsibilities 



and therefore accountability be| allowecd? What, can be expected from a field 
agent? How can an energizing Jorce be targeted? 

f 

NEPTE s experience has been tcj^ begin by determining expected resu-lts: 

"l?liat is the incumbent expe\t^d to produce?" In many environments where 

'i 

human, open, participatory dec|ision-making is being diiveloped the question 
itself is often rejected as ihappropriate ,pr at least as mechanistic. Experience 
remains. "What object," "what results," "what product" in whatever words 
is the key starting point a^^ control point for determining the extension 
agent role, job, and function. Expectations by the parties involved in 
and the parties affected by t;he activity of this person need to be clarified, 
not previously in terms of how things are done (style) but more precisely in 
terms of what rt^sults. 

NEPTE's experience is that three kinds of results require extensive discussion 
and specification by the actors involved; ' ^ 

(a) level, amount, and type of penetration; 

(b) kind, amount, and t^lrm^^f installation; 

(c) quality, identity, and amount of task completion. 
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*C. Penetrating &rt' En v ironment y 

y 

1. Few of us in education know much about the environmental characteristics of 
our organizations. At best we have a clear notion of the organization chart, 
the operating levels, the formal and informal power structure. We have little 
valid or accurate Insight about the pattern or stage of our organization in 
grt)wth terms. 

2. Clearly extension agents are growth energizers who must influence an institution 
where it* is, as well as where it perceives itself to be. Somehow the extension 
agent^ needs formal clues about where the key actors place the organization on the 
following (or a similar) grid. 



EXHIBIT I 

Characteristics of organization growth 



^dRC/VNI2ATI0NAL 
CHARACTERISTICS 


PATTERNS OF THE 
FIRST STAGE 


PATTERNS OF THE 
SECOND STAGE 


^PATTERNS OF THE 

\hird stage 


Core problem 


Survival 


Management of 
Growth 


Managerial control and 
allocation of resources 


Central function 


Fusion of diverse 
talents and pur- 
[)OSes into a uni- 
fied company 


Fission of general 
authority into 
specialized 
functions 


Fusion of independent units 
into an , ia>er-de pendent 
urfion of companies 


Control systems 


Personal (inside) ; 
survival in market- 
place (outside) 


Cost centers and 
policy formulation 
(inside) ; growth ^ 
potential (out side) 


Profit centers and abstract 
performance criteria (inside); 
capital expansion potential 
(outside) 


Reward and 
mot ivat ion 


CH^ershi p , mcmber- 
ship in the family. 


Salary , opportun- 
ities and problems 
of growth 


Salary, performance bonus, 
stock options, peer prestige 


Management 
style 


Individualistic ; 
d irect management 


Integrating special- 
ists ; collaborative 
management 


Integrating generalists; 
collective management 


Organizat ion ; 








Structure 

— 


Informal 


Functional 
specialists 


Division organizations 


Execut i ve ' s ^ 
primary task 


Direct supervision 
of employees 


Managing special ized 
managers 


Managing^ general i*st 
managers 


Levels of 
management 


Two 


At least three 


At least four 
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On the other hand knowing these characteristics does not solve the penetration 
issue. It only identifies the point^' of influence. Listening to how the 
key actors talk about the environm^»nt gives clues about how a change 
and a person styl^^ will be perceived. How central a given change or style 
will^be accepted risults from discussion of the following influence grid. 

EXHIBIT II , 




Each actor will hold certain i\i f onn;3t ion , processes, functions , domain in each of 
these layers. The deeper the layer, the more fundamental to the environment an 
item will bo and the more resistance behavior will be exhibited. 



Penetration to the basic level may well be allowed if activity is focused 
on the interesting or- useful layer, but change of things at the basic level 
reqyire special activity and conditions. -Key actors requesting change or 
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influence even on basic items require concern for some of the following. 



Change Targets . 

Modest behavior change 

4^ Different interaction 
patterns 



EXHIBIT III 



ChanRe method 



Mix of cognitive 
and emotional approach 



New paper coordination 
methods, budgets, schedules 
e tc . 

new official channels of 
communication 



Different role 

expectatiops 



Intensive educational pro- 
grams; new divisions of 
labor and authority structure 



Dif f erent or lent at ions 
• "-and values 



New reward systems; dif fer- 
en^n-^eadership styles 



Different basic 

mot ive's 
(achievement, power , 



affil ration, etc.) 
Fundamental behavior change 



New selection criteria; re- 
placement of incumbents; or 
major strategy change 



Cognitive 



r 



Emotional 



The extension agent needs information and direction about the environment. The 

key actors need to know .^n^swers about the following questions since they 

do indicate what and how something is expected to happen and probably gives direction 

about who would have the most influence or impact in the envirojl^ent . 
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2. 
3. 
4. 
5. 
6. 
7. 
8. 



E^kniBIT IV 
KEY ENVIRONMEl^T QUESTIONS 

What changes are needed 
. category 
. cause 

. constraints ' 
Who decides about changes suggested 
Who influences change 
What influences change 

What the target for change is * 

What strategy is needed to implement, change ' 

l>Jhat the situation will be when the change has occurred 

How the change will be tracked 



8, 



/ ■ , 

-6- 

If ali these steps are taken care of, one should have a clear picture of 
where a program development effort in the school and community can be undertaken 
and under what conditions. Expedience indicates also that logic does not 
control reality. What makes sense and explains things may not in fact provide » 
control over reality but rather just a point of reference, a meeting point for 
expectations. » 



Installing Change in an Organization 

Many of us in education use our organizations as protection for our autonomy 

and protection from outside influences. Extension agents are mostly outsiders. 

They are not the persons hired to do the teaching or managing. . They are the 

process helpers. As process helpers they work with the individuals in their 

jobs. They also have to contend with the organ-izations educators surround 

themselves with. If the boundaries ^nd protocols are overcome on the way 

to acceptance, they will reappear in new forms on the way to consolidation. 

Installation requires both 1) cicceptance by the appropriate functionary and ' 

2) consolidation into the normal operating procedures of the organizat^ion . 

Those involved in selecting, supervising and managing the extensi,on agent'need 

«» 

to review the organization to determine what jobs need to be done by the extension 

agynt and by others in the organization. One form for this analysis 

• ■ 

is the following: 

• (see the following page) 
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EXHIBIT V 

STAGES FOR INSTALLATION IN AN ORGANIZATION 



Jobs to be Done 



DO 

c 



a 
c 



to 
c 



00 

c 



C 



Socages 



U iH 
rH O 

emu 

0 C C 

GOO 



00 



CtO 



00 

c 

CO 

CX 



00 

c 



00 

c 



CO 

c 



CO 00 

u c . 

> 'H CO U CO S 

OTJ Mu 00 'H D QJ 

U D D O C 4-JrH Cfl 

CX T-) U . M CO CO 

CU'O (UrH O CO>'ni 



. . ^ 

Identify problems/needs/targets 






- 


















Analyze setting 






















> 


Organize management 
























Identify objectives 








\ 
















Specify methods 






















r 


Construct prototypes 
























Analyze results 
























:f 

Revise 
























Implement 
























Evaluate 
























Report 
























Make Visible Results 






1 



















ERIC 



■1 



-8- 



Such an analysis will not only identify areas of activity for extension agents 

but also who and what grc|j^ ^lll^-^ involved with the field agent. How the 

extension agent chooses to help individuals or groups so identified probably 

rel^^tes most directly to the extension agent's analysis of'the stage of change 

of each individual or group. Tly^Havelock grid (attachment A) can be most 

useful for this analysis if the ex'tension tfagent is able and willing to use 

all the strategies and tactics suggested including other change agents, R&D 

groups, and products requiring training or systematic adoption. In addition, the 

extension agent should be aware of where he/she is in the change process with 

the individual or group involved: 

' EXHIBIT VI 
/- CHANGE AGENT STAGES 



STAGE 1 
Building a Relationship 
(between change agent & client) 

STAGE II 
Diagnosing the Problem 

STAGE III 
Acquiring Relevant Resources 

STAGE IV 
V_Choosing the Solution 



STAGE V 
Gaining Acceptance 



r 



STAGE VI 
Stabilizing ^the Innovation and 
Generating Se,lf t^Kenewal 



and choose personal action strategies accordingly. 
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^4. How much change and what kind of change the extension agent is expected to install 
^ will influence how 'long and in what manner the. installation will occur. As 

individuals accept, adopt, *and install so will organizations. Use , of the organi- 
zation's patterns for acceptance, approval and stabilization (allocation) will 
require careful description to the extension agent by key actors. Tolerant 
acceptance of alternative strategies suggested by the extension agent will ^ 
al^o be requir#(i of those inside the organizatioij^ whose habits are . to 
use the approval and allocation meciianisms for protection. The extension * 
. agent's success in installation requires the cooperation of these devices \> 
designed to protect from such outside influences. 

E. Task Completion as Outsider 

1. The extension agent operates on the edge of organizations. The agent 'is 
neither of or ''in an organization; as a linker the agent carries information, 
experience,, results, processes, products from one point to another. The agent 
is not part of either agency. As one agent stated: "Now 1 know how an 
electric wire feels: carrying energy but never knowing if any l^ight* goes 'On . 

2. If the extension agent's tasks come from an analysis of expected results,' 
task completion is at best longterm. Results are expected* in a year. The 
day by day feeling of success comes only from knowing that the pieces of the 

a ^ -V. • 

puzzle will come together someday. Expetlencje indicates that most successful 
e:»tension^ agents invent ways of drawing pictures or maps or tracings about 
where they have been and are going in the environment on the road to task 
completion. Words like tracing, map, ^xztKx^e.^^ be too strong even, since . 
the actual reality of events and activity may well be perceived differently 
by all. at different points in time. For example, often a decision perceived 
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of As a solution at one point turns out to be relationship building at another. 

The extension agent sees tasks completion as discrete events^ outside of the 
normal events of organizations. Inside the organizat ions , the influence, training 
and consolidation energy provided by these seemingly discrete events is not 
cl'early attached ta the extension agent, nor is it often acknowledged.' The 
extension agemt finds support, recogn iti on, identity as lacking often 
because the influence of an outsider v^lvv^ V^t been acknowledged, nor 
can it be. So no one confirms . that the task did get done- If not acknowledged 
even, how can the extension agent assit^i;s^-tas]k completion? 

Significantly, since tasks are what they are for extension 'agents , quality of 
^performance is difficult; to document or to justify. Often the most impactful 
action res ts ia major uncom^f ortableness , coAfuslon^ and even frustration by 
the instituti^on affected , as well as by the extension agent. Until. th^^^Sject ive 
ils in fact confirmed as complete, the effect of individual activities carinpt 

^ . .f: * ■ % ' ■ ' 

be evaluated in^context. ^htil acceptance artd dbsorjition are reached, one event 
infli^nced or even initiated by an outsider does not an evaluation make. 

Selecting Extension Agents ^ 

Extensipn agents are ^of ten selected on the basis of their experience and adaptability 
to the political environmerrf-^w-^ormal organization to be changed. Rarely is . 
content exp'fertise in^ the area to be jchanged ,of major concern. NEPTEVs experience 
indicates an alternative approach:" that key actors should agree on cognitive, 
affective, experiential ^nd othet^ characteristics which will facilitate reaching 
4^the penetration, installation, and task completion expectations. At this time, we use 
. the following Rating^Scale as the basis for ^this discussion since most 
successful extension ageats have mos*t of the competencies listed^ here. ^ 

• 13 
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EXHIBIT VII 



RATING SCALE FOR SELECTION OF EXTENSION AGENT 



Cognitive 

. understanding of "self" and impact of "self" 
• ability to analyze complex situation 
. ability to report objectively 
. ability tX5 develop alternatives 

Affective 



l r?-6 4 5 6 7 

1.2 3 4 5 6 7 

12 3 4 5 6 7 

12 3 4 5 6 7 



. attitude toward involving others 

. attitude communicated to others 

• attitude toward divergent values 

• attitude toward divergent beliefs 

• attitude toward change 

3, Experience 

• ifi political process 

• in reporting, recording 

• in planning and implementing a change effort 

• in collecting and organizing objective information 

4. Ottuaf ^^v 

. ToJ.j?rance for ambiguity 

- personal 

- role 

- organizational ^ 
. Need for recognition 

- self 

- role 

- organization ♦ 
'.Need for closure (or task completion) 

- self 

- task 

- group * 

- organization 

I 



12 3 4 

12 3 4 

12 3 4 

12 3 4 

12 3 4 



5 6 7 

5 6 7 

5 6 7 

5 6 7 

5 6 7 



1 2 3 4 5 6 7 

1 2 3 4 5 6 7 

1 2 3 4 5 6 7 

1 2 3 4 5 6 7 



1 2 3 4 5 6 7 
1 2 3 4 5 6 7 
1 2 3 4 5 6 7 



7 6 5 4 3 2 1 
1 2 3 4 5 6 7 
7 6 5 4 3 2 1 



7 6 5 4 3 2 1 

7 6 5 4 3 2 1 

1 2 3 4 5 6 7 

7 6 5 4 3 2 1 
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The creation of a selection grid also provides a basis for evaluation. The 
list becomes the areas for performance monitoring along with product and 
activity quality monitoring. Thus the extension agent knows the basis for 
selection, the aretis of performance expectations, and the general 
environmental/organization penetration characteristics. 

2. Selection of an extension agent requires 

(a) Identification of linking to outside information or expertise as, 
appropriate strategy for organi:iatlon growth by key actors 

(b) Discussion of Expectations about growth: characteristics of 
organization, eevirqnment, personnel, processes 

(c) Determination of Expe-cted Results" for Extension Ageat activity 

(d) Determination of Qualities for Extension Agent - preparation 
of rating scale 

(e) Determination of Selection Process itself, including activities 
required of candidates 

(f) Completion of Rating Sc/ale ori all Individuals 

(g) Informing the Selected Candidate about expectations o/ results, 
characteristics of environment and organization, rating received, 
and evaluation/reporting procedure 

(h) Implementation 
(1) Evaluation 
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